STATE OF NEW HAMPSHIRE
OFFICE OF THE ADJUTANT GENERAL
STATE MILITARY RESERVATION
CONCORD, NEW HAMPSHIRE 03301-5652

NHAG-HR 1 October 1997
MEMORANDUM FOR ALL DIRECTORATES, COMMANDERS, MANAGERS AND
SUPERVISORS

SUBJECT: Postion Vacancy Selections Policy

1. APPLICABILITY: This memorandum appliesto the selection of al full-time employees (Army and
Air).

2. PURPOSE: The purpose of this memorandum is to encourage the use of interview panels for
positions filled within the New Hampshire Nationd Guard employment programs. There are severd
ways to achieve good strong results, whether you use apand or not, you should remember that the
primary god isto obtain quaity information about the candidates.

3. POLICIES. This memorandum establishes the use of pand interviews as an option to sdlecting
supervisors. Theinterview pand option dlows for asingle or multiple pand interviews (See attachment
1) Thefind decison remans that of the selecting supervisor.

When this option is used as suggested in the guide, the following policies will apply:

a Sdecting supervisor will be responsible for the selection of panel members and act as team leader.
b. Sdecting supervisor will brief al ground rules to pand members and goplicants prior to interviews.

c. Confidentidity of pand discussonsisamust. Team leaders should develop a“ Statement of
Agreement” for each panel member to sign (If desired, refer to attachment 2)

d. Interview questions (preferably “open-ended) will be the same for each applicant.

e. Pand memberswill be above or at least equa to the grade of the position being hired.

f. Sdecting supervisor will consder carefully dl inputs before making adecison. All pane
discussons will be used as a source of advisory or technicd information and provide recommendations
on the applicant less suited for the postion.  Panels consdering femae and/or ethnic personngl mugt, in
S0 far as possible include such representation.

g. Pand memberswill be non-voting, non-consensus, providing only recommendations.



h. Sdecting supervisor isthe only person authorized to make find sdection.
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SUBJECT: Pogtion Vacancy Sdections - Policies

4. The preemployment interview is a face-to-face exchange of information providing the opportunity to
evauate the candidate’s mativetion, level of interest, experience and potentids, and ord communication
skills. Of equa importance, the candidate has the opportunity to obtain information he or she needs to
make a decison regarding a career in the National Guard.

5. Your approach and behavior forms the basis for the applicant’ sinitia impression of the Nationd
Guard. The success of the interview process depends upon your sKkill in obtaining complete responses,
interpreting what has been said, and clearly reporting findings. Y ou should review this letter and the
attachment prior to each preemployment interview. With proper utilization, it can help ensure a sound
processand fair treetment to al who seek employment. As a supervisor, your evauation depends
largely on what the candidate iswilling to tdll you. A well-planned, well-organized interview helps you
cregte an environment for open communication. Y ou are better able to disseminate work-related
information and upgrade the quaity and quantity of information you obtain from the candidate.

6. Thewhole processis influenced by your menta outlook, intuition, biases, and your ideas of what a
“good” employee should be. “Gut reactions’ are neither valid nor supportable indicators for making
selection decisons, therefore, do not let preconceived notions of “what a good employee should be”’
interfere with your ability to gain and give information to the candidate.

FOR THE ADJUTANT GENERAL

MICHAEL W. HORNE
LTC, NHANG
Human Resources Officer

Attachments 1. Guide to Successful Interview
2. Sample Statement of Understanding



GUIDE TO A SUCCESSFUL INTERVIEW

IMPORTANT: Thisguideis prepared to assist interviewers in assessing a candidate’s
understanding, interest, and desirability for careersin the Nationd Guard. It isSmply aguide which
provides information about the selection and interview process and is not to be interpreted as policy
as described in para 3 of the policy letter dated 1 Oct 97.

? A.TECHNIQUES: There are severa waysto achieve good strong results; however, the Human
Resource Office recommends an interview panel be formed for best results. Whether you use a
pand or not, you should remember that the primary interview god is to obtain quality information
about the candidates and to create an atmosphere which will encourage the candidate to speak
fredly about his or her experiences and future plans.

Should you chooseto form an interview panel, we suggest a “2 Team” concept. Thisisnot
mandatory. Although, asaminmum, one team with reasonable representation is sufficient and is
strongly recommended.

If and when it gpplies the two teams should be developed as follows:

? TEAM 1liscomprised of people who would be the peers of that candidate. There should no less
than three individuas on this team and they should be from different sections within the branch. This
process provides for a good cross-section of people a the worker level who could possibly end up
working with this person.

? TEAM 2 isadways comprised of at least 2 supervisors within these same aress.

? TEAM 1 deveopsinterview questions for each specific position advertised and reviewed by the
Supervisors prior to theinterview. Each interviewer rates the prospective candidates on the scae
decided upon by the team. Once dl candidates are interviewed and rated by each interviewer, the
team collectively evauates the candidates and forward the compiled list to TEAM 2.

? TEAM 2 deveopsahiring checklist with arating scale. Each candidate israted individudly and
then al candidates are to be rated.

?  After both teams have completed this process, the salecting supervisor reviews both team inputs
and makes adecison.

Note: The interview schedule should be agreed upon by dl participating personnd. Y ou should try to
accommodate the candidates’ schedule whenever possible. Interviews should be set up, usudly not to
exceed 30 minutesin duration. TEAM 1 will conduct the first interview, then TEAM 2 will follow-on
with their interview. This dlows the candidate to plan on an hour interview. Y ou should aways review
this guide prior to the interview to refine your skills and remind yourself of the severd important points.




? B. PREPARATION FOR THE INTERVIEW

Employment interviews are used to supplement materid contained in employment candidates resumes.
Since the qudlification requirements have aready been determined, the interview isto refine the
evauation process for each candidate in order to select the best person for the position being filled.
Sincethisisamgor sep in determining who will be sdlected for the vacant postion, it isimportant that
it be wdl developed and well documented.

Using any available criteria, supervisors should develop alist of standard, job-related questions to be
asked of dl candidates. Good interview questions meet the following minimum criteria

- Questions are job-related, and appropriate for the grade levels of the position being filled.
- Questions concern the relevant experience and/or training of the candidate.

- Questions do not lead the candidate to an answer.

- Questions do not dedl with hypothetical cases.

- Questions do not have obvious responses.

- Quedtions are not filled with specidized terminology or jargon.

? C.CONDUCTING THE INTERVIEW

Upon beginning each interview, the selecting officia (asthe pand leader) should introduce the
interviewee to the panel. The candidate being interviewed should be made to fed as comfortable as
possible; he or she should be told something about each panel member (if pand is used), how many
people are being interviewed, and so forth...

The sdecting officid should ask if the interviewee has any objections to any pand member’s presence
or participation, and should tell the candidate to ask for clarification of aquestion if he or she does't
understand it. The supervisor should aso indicate that pand members may  be taking notes during the
interview.

Each person interviewed will be asked the same questions as dl other candidates, and in the same
order. All should be dlotted the same time frame for the interview. Thiswill vary somewhét, for some
people just naturdly talk more than others.

Supervisors should make sure that each candidate understands every question. Follow-on questions
may be asked, if they are necessary to obtain a complete and meaningful response to a core question.
Listen well as each gpplicant spesks, and let each fully develop his or her response to dl questions. Pay
attention for information relevant to the topic being discussed. Listen aswell for what is not being said;
failure to provide the particular information requested may mean that the candidate does not understand
or doesn’'t know the answer to the question.

It may be necessary to draw out candidates who are not good at interviews, or who don’t know how to
present their qudifications, athough they may be extremdy cgpable of filling the job. Remember, itisin
your best interest to discover al possible job-rdated information, for that will best enable you to identify
the best person for the position.



When the questioning is complete, the candidate should be provided with an opportunity to ask
questions about the position and the organization, if gppropriate. In addition to your gaining information
upon which you, the supervisor, will base a decision, you should aso use the interview to provide the
candidate with the information he or she aso need to make asmilar decison.

Give the person an idea of what the fixed requirements of the job are. Describe the main activities of
the position, and describe the working conditions. It may be wise to advise dl candidates of any
undesirable conditions in advance, such as fumes, frequent TDY's, night work, etc... Don't scarethe
person by emphasizing negative aspects of the job. Also avoid making or implying promises or actions
that can’t or may not be able to be kept, such as regarding advancement opportunities, raises, etc...
These can come back to haunt you.

After describing the position, permit the candidate another opportunity to provide information
concerning job-related qudifications, or to ask any find questions. Findly, thank the interviewee and
give an estimated date when the candidate will be informed of the sdlection results.

Before making any decisions based upon interview results, compare the interview documentation with
the gpplicant’s resume or gpplication. Again, evauate his or her kills, not just the knowledge and/or
experience in your field. Such experience can be much overrated. 1t may not be necessary and can
aways be acquired, whereas Kills are essentid and transferable.

Remember, since the sdlection interview is part of the selection process, it must be job-related.
Additiondly, there must be aclear ‘audit trail” of why one candidate was selected over ancther. As
supervisors, you must understand both the important role that the interview hasin the overdl sdection
process, and the necessity for accurate documentation of every part of that process, including the
interview.

The results of every interview should be well documented. An interview work sheet will be invauable
for that purpose. Itiscritica that each candidate' s name and the type of position for which interviewed
be recorded on the applicable form. The records of the interview, should be retained by the selecting
supervisor for at least two years following the date of the selection.

Although the HRO sends out officid written natification for vacancy sdections, it isthe selecting
officid’ s respongbility to persondly advise the selectee and non-sdecteg(s) of interview results.



? D. TIPSON ASKING QUESTIONS

The purpose of the interview must be clear. Questions should be asked to dlicit job-related information
which helps determine whether an gpplicant possesses the necessary knowledge, skills, and abilitiesto
perform the duties of the position. The following questions do not dicit such information. Some of
these questions are obvioudly ingppropriate. Questions that could lead to consideration of non-job
related information should be avoided.

Don't Ask:
Sex/Maritd Status

Are you married, engaged, single, divorced?

How many children do you have and who will watch them while you're & work?
Are you supplementing your household income?

What does your spouse do?

Will your spouse mind if you travel?

Race/Nationa Origin

How do you fed about working for a supervisor of another race?
What are your fedings about militant members of another race?
Did you ever receive public assstance?

Where were you born?

That's an unusud name, what nationdity are you?

Rdigion
What church do you attend?

Areyou active in any church groups?
What religious holidays you observe?

Age
How old are you?
Do you think you'll get dong with the young people in this office?
How would you fed working for a supervisor younger than you?
Do you think you have the necessary maturity for this job?
Miscellaneous

How will you get to work?
Do you haveacar?
What do you think about the Republicans?



OPR: HRO

GUIDE

TOA

SUCCESSFUL INTERVIEW

1 October 1997

Attachment 1



STATEMENT OF AGREEMENT

| hereby agree to participate as a voluntary member of a candidate review pane for the purpose of
making employment recommendations to selecting supervisors.

| am familiar with the merit vacancy principles incorporated in the Collective Bargaining Agreement
between the Adjutant Generdl and the Association of Civilian Technicians, and | agree to abide by those
principles.

| am familiar with the principles of equa opportunity in employment set out by policy letter of the
Adjutant Generd, and | agreeto be guided in al my activities by those principles.

| agreeto act in dl matters with fairess and impartidity.

| agree to maintain absolutely confidentia, al matters about which I may gain information or access, in
connection with my activities as a volunteer, including but not limited to names, numbers or qudificaions
of candidates for any pogition vacancy.

| agree to make no attribution with respect to the activities of any panel on which | may participate, or
any opinions expressed by members of such apand, including opinions of my own.

| agree to participate to the best of my ability, and | will a dl times act in good faith and in furtherance
of the best of the New Hampshire Nationa Guard.

MEMBER , DATE SELECTING SUPERVISOR



Attachment 2



